Vew York Metro Reg ion 


Two Identified Symptoms that indicate "dropping the ball" on business: 



ft I Drop in Nil ( i< i ii ii l Sliipnieji ts: 


As shown on the enclosed "Shipment Graph", the region's weekly case 
shipments have dropped compared to the July/Aug levels, as explained below: 

* Effective September 1.1995 the State of New York changed the process of 
collecting sales tax on cigarettes at retail The direct accounts began selling 
product to stores at a new price that includes the $1.40 sales tax on this date. 
This created a situation where retailers could load in additional cigarettes (at 
the old price) prior to September 1, and pocket the additional $1.40 per carton. 
The direct account was required to pay a floor tax on Sept. 1, NOT the retailer. 
The shipment graph reflects this loading activity at wholesale that inflated our 
weekly shipments for the last three weeks of August. This, added to our 
aggressive Labor Day prebooking efforts substantially raised our shipments 
and warehouse inventories. Payback was guaranteed in early September! 




#2 JirffipJjtLFJ* / Savi n g s S pending: 


As shown on the "FP/Sav. Spending Graph ", the region has shown a reduction 
in total spending over the first two weeks in September: 


* With 90% of the new Region being made up of Independent retail stores, very 
little of our spending can be done at the Chain Headquarters level (easy to turn 

off and turn on). It must be handled on a store by store basis . utilizing VPR "s 

and No coupons, due to the rip-off factor. This is driven entirely by penetration 
and call count. Due to the realignment, all chain programs were ended in 
August and payment made. We have now reinstated several chain promotional 
programs that will be shown in the spending report the first of next month (4 
week buy-down promotions), as well as reflect in our case shipments. 

* We are confident that we do not have a problem with the region's level of 
promotion at retail. By utilizing distributior labor effectively with pre-stickered 
product that can simply be prebooked by the Sales Representative directly to 
the store, the product is ready to sell without any handling by a R/R., This way 
of working can be done in 65% of our direct accounts and is VERY effective. 

The downside is the fact that a draft for the promotional payment will not be 

made until the S/R recalls on the account . which can be in the following 

month. This explains a LARGE percentage of our low spending for the past 
two weeks. 
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Nygajive fa ctors ( first 2 weeks in Sept.): 


> The region had a large percentage of full-time employees on vacation, along 
with the division meetings the first week of September. 

> A large percentage of the promoted product began being prebooked through 
the direct account with preapplied vpr's, which will not be paid (discount) until 
the S/R makes his next call on that specific store. 

> The region was faced with 34 Retail Rep openings when we started in Sept. 

> We did not have a large number of Promotional Rep's on board prior to 
SF2000, due to the fact that this region does not use coupons (rip-offfactor). 

> The region also hadrto deal with 3 Sales Representative vacancies after the 
realignment. 

> And most importantly related to our spending, we do have a large number of 
drafts and vouchers that have not hit the system yet. 


Pm- AC TION 1*LAN ciirmilly l)iMii» im[>lenienjc(l: 


> 28 of the 34 vacant Retail Rep positions have been filled and we anticipate a full 
headcount by next week. 

> These new R/R's are currently in training and will begin working the street 
next week (mass classroom training sessions are in progress/14 per class). 


> KAM/AM: have a priority to sell the remaining direct accounts that are not 
currently stickering / blacklining product for S/R prebooks. 

>As support for the S/R's until all new R/R's are up and running, we are utilizing 
additional PTpromotional representatives and Kelly Girl services where it is 
workable. We are now in the process of hiring even more PT support. 

>All PT merchandisers are also being used by riding with the S/R's to implement 
in their calls where there is no R/R support. 


> Buy-downs have been implemented in those select calls that we can trust. 

> Telemarketing is being used at the direct account level to sell additional DPC 
promotions, as well as pre-stickeredpriority brands. 

> And most importantly, to achieve a higher level of penetration and call count, 
the Sales Representatives will be focused on only the following accountabilities 
until the R/R support is fully in place: 

* Sell price-gap execution and extra orders 

* Sell co-marketing and workplan promotional orders 

* Sell to fill all distribution gaps on our priority brands 
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Su miliary: 


It’s apparent that no region can be at 100% effectiveness on the new SF2000 structure just 
two weeks into the program, but we do feel that we are definitely taking care of business 
in terms of promotion and sales and will be very close to the 100% level by October 1. 
The areas that are currently not being handled according to my own personal standards 
are areas that I am willing to overlook in the short term, such as PDI, fixture 
maintenance, rotation, etc. These items will be easy to regain when the region reaches 
100% R/R headcount and effectiveness. The Region's #1 priority is to "Sell Cigarettes" . 

All managers in the region have fully embraced the "LaserBeam focus" on WF200Q 
and have the commitment to make it work extremely well! 


Mark Young 

New York Metro Region 1200 









Case Shipments by Week 
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N.Y. State Sales Tax Load 
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Average Calls per Sales Rep per Week 
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Spending by Week 
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